Coaching Education Programs in Division I Athletics: Department-Wide Head Coach Development by Gordon, Jaime D.
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June – Athletic Administration commits to implementing coaching education 
program. 
July – Instructor will conduct qualitative interviews with select administrators, 
coaches, and student-athletes.  Informal conversations will provide a needs 
assessment directing the selection of four modules to be used in the 
department’s curriculum. 
August – Introductory session designed to establish the culture, setting, and 
expectations of the program. 
September/October – Module #1 
November/December – Module #2 
January/February – Module #3 
March/April – Module #4 
May – Conclusion and summary session reviewing application of all four 
modules. 
June – Debrief and assessment between instructor and administration. 

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MODULE #1 
 
ETHICAL DECISION MAKING 
 
  
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INTRUCTIONAL FRAMEWORK 
 
 
 
 
 
 
 
 
 
 
 
 
 
UNIT ONE (1 hour 30 minutes) 
• 0:00-0:10 – Discussion - Review of the topic 
• 0:10-0:25 – Activity – Self-Identifiers 
• 0:25-0:45 – Small Groups – Driving Identity 
• 0:45-1:00 – Discussion – Sharing transformative Life Experiences 
• 1:00-1:15 - Small Groups – Characteristic Assessment 
• 1:15-1:30 – Discussion – Driver Statement and Conclusion 
UNIT TWO (1 hour 30 minutes) 
• 0:00-0:10 – Discussion - Review of the topic 
• 0:10-0:25 – Discussion – Decision Making Assessment 
• 0:25-0:35 – Review – Ethical Paradigms 
• 0:45-1:00 – Small Groups – Turbulence Theory 
• 1:00-1:30 – Activity/Groups – Case Studies
Instructor notes #1: 
Because of the significant impact ethical behavior has on coaching, this 
module is intended to be split between two units.  The first will examine the many 
factors and influences impacting ethical decisions.  Coaches will explore their own 
unique guiding experiences, assess characteristics necessary for ethical decisions, 
and author their own Driver Statement to guide their actions and decisions. 
The second unit will present tools for coaches to use when navigating 
different types of decisions.  Beginning with an ethical assessment and progressing 
through complex case studies, this lesson should promote engaging conversation and 
at times conflicting perspectives.  Coaches are encouraged to apply their Driver 
Statements to the dilemmas faced in this unit. 
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INTRODUCTION 
 
 
 
 
 

Sports play an integral role in American culture. They enjoy tremendous popularity in 
both participation and societal support. More importantly, they serve as vehicles to deliver 
such values as teamwork, commitment, personal development, communication, and ethics. 
Athletics have also helped in communal integration serving the country as "social glue." 
The United States is one of the few global cultures that integrate athletics and 
education as a structural component of the national education system.  The role coaches play 
in molding their athletes' behaviors, experience, and perceived self-worth is significant.  At 
the collegiate level, occupational demands challenge coaches to balance student-athlete 
development with results measured by wins and losses.  Scholars have discussed the guiding 
principles of ethics of the profession as an essential driver for decision making.  It can help 
pose internal questions such as: What would the profession expect me to do?  What does the 
community expect me to do? What should I do based on the students' best interests, who 
may be diverse in their composition and needs?   
It is essential to pause and be introspective in the decisions we are making and the 
forces that drive them.  Coaches often have to make decisions quickly and responsively.  
“Ethics is knowing the difference between what you have the right to do and what 
is right to do.”  
- Potter Stewart 
The unit should be read with all work completed by coaches before the gro
meets.    Share an overview of ethics in coaching and why this module is so 
important to coach development.  Lead a short group discussion addressing the 
concepts covered to initiate the in-person meeting. 
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Taking a moment to filter through the emotional impulses of a situation can offer clarity and 
an opportunity to reflect.  Seeking how the profession would expect me to act is a powerful 
query. 
Another vital aid is the concept of the professional paradigm.  Most notably, a coach 
needs to identify their centralized driver.  This process of personal discovery can be a 
dominant force in decision making.  Some coaches may not clearly understand what their 
driver is because they have not yet reflected on it.  This process can be transformative.  A 
moral litmus test can be: Would the profession approve of this centralized driver?  How would 
the profession judge a philosophy built on win at all costs instead of placing student-athletes 
at the heart of decisions?  This core belief should be influential force of a program's culture.  
It should shape the guiding principles and structural framework of a coach's philosophy. 
Other useful concepts can guide coaches in framing their ethical philosophy, such as 
intentional vs. unintentional leadership.  What may seem like an insignificant comment from a 
coach to their athlete can have lasting unintended consequences.  Consideration of this 
impact should help shape a coach's style and demeanor.  Constant negative and disparaging 
comments during practice from a coach can have lasting adverse effects on athletes.  A 
person's character is critical to leadership.  The unconscious way in which people behave will 
influence the lives of those around them. The countless micro-interactions between coach and 
athlete influence confidence, esteem, and mindset, all of which are critical to success. 
Also, there is a vital responsibility of those in leadership positions on a macro-level.  It 
is essential to be diverse in thought and intentional with the decisions used to drive change.  
Meaningful change will require the courage to move beyond comfort zones.  Resistance is 
especially evident if the behavior helped placed the coach in their position of leadership.  
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Maintaining success is more complicated than achieving it.  Many coaches will experience 
success at some point in their careers, but very few will sustain excellence.  Stagnancy can 
result from complacency, but it is often caused by an unwillingness to adapt.   
Coaches need to have the courage to be vulnerable to continuous improvement. The 
impact of overconfidence bias on leaders can be a significant hurdle for effective decisions.  
Athletes often view their coaches as experts in topics ranging from sports strategy to 
relationship advice.  These influences can add to over-confidence bias reducing decision 
efficacy. 
Leadership effectiveness can be improved by connecting the ethics of justice, critique, 
and care to complement each other.  Multiple opinions and perspectives offer a better 
understanding of an issue, challenge, or opportunity.  The more comprehensive an attempt 
to learn is applied, the greater understanding will be. 
This unit will provide a reflective process to help identify the influences which frame a 
coach's identity, opinions, and biases.  Assessing characteristics necessary for ethical decision 
making is a critical step in identifying personal strengths and weaknesses. Balancing personal 
appraisal with those being lead will offer a more comprehensive picture for a coach.  
Constructing a personal driver will begin to assemble the framework for making ethical 
decisions.  Once a philosophy is established, the next step is to develop the skills by using 
different tools to aid in the decision-making process.  The final step is to use those tools and 
skills propelled by a coach's driver to address both simple and complex issues.
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NAVIGATING YOUR DRIVER 
 
 
 
 
 
 
 
Self-Identifiers 
 
 
 
  
List at least six ways you would identify or describe yourself (for example: gender, 
ethnicity, marital status, education, etc.) Feel free to be creative:
1) 
2) 
3) 
4) 
5) 
6) 
7) 
8) 
Instructor notes: 
Navigating your driver is intended to help coaches reflect inward and recognize what 
motivates, inspires, and ultimately drives them to coach.  Identifying their “why” will help them 
build a foundation to direct ethical decisions.  This process will also provide an opportunity for 
staff to better appreciate each other’s similarities and differences.  All sections should be 
completed before the in-person session.  Be aware that participants may share personal 
experiences that can trigger emotional responses in themselves and others in the group. 

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Select one or two of these identities that drive your coaching philosophy and describe how:
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________ 
 
 
 
 
 
 
In-person Activity #1: (0:25-0:45) 
Break into small groups of five to six.  Ask each coach to share the one identity 
that has most framed their coaching philosophy and why.  At the completion of the 
breakout each unit will share their list with the entire group.  As moderator, ask the 
full group: 
What did you notice about impactful identities?  How is it similar or different from 
your own? How might this help you when coaching your athletes?
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Life experiences influence our personal driver and ethical behavior.  Some forces can have 
greater impact on our development than others.  Some coaches can pinpoint a specific 
moment or incident that was transformative for them.  Below is a table listing categories of 
influencing factors.  Reflect on people, experiences, or institutions that have influenced you 
and make note of them in the open spaces.  Circle any elements you believe to be 
transformative. 
 
FACTORS INFLUENCING BEHAVIOR 
Family (Childhood influences)  
Friends/Connections  
Religious principles  
Political Opinions  
Drive for Money and Power  
Scholastic Education  
Self-preservation  
Loyalty to Family and Associates  
Societal and Cultural Norms  
Professional Ethics  
Legal restrictions  
Institutional Ethics  
Media Influences  
Enforcement (NCAA, Law, etc.)  
Other  
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What life event or experience has had a significant influence on the way you coach?  In what 
ways has it impacted your decisions? 
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________
_________________________________________________

  
In-person Discussion #1: (0:45-1:00) 
Review with group how life experiences frame reference points 
Ask for three or four coaches that would like to share their transformative life 
experiences.  Ask those coaches after sharing to if they are comfortable to 
comment how that has impacted their lives outside of coaching. 
Connect these experiences with similar ones their athletes may have gone through 
that has been transformative.  Inquire if anyone has an example they would like to 
share with the group.  
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CHARACTERISTICS NECESSARY FOR ETHICAL BEHAVIOR 
Selflessness  
The best interests of the student-athletes should be placed at the heart of all decisions.  
Even though coaches may feel the pressures of job security and career progression, 
necessities for student-athletes’ development, wellness, and education must remain a top 
priority. 
Athlete and Staff Focused  
Coaches should build a philosophical foundation that is rooted in the development of 
their assistant coaches and athletes.  Successful leaders will focus on the needs on everyone 
around them.  Staff growth can be taken for granted, but is vital for a productive culture.  This 
focus will often result in strong bonds and unity throughout the entire program. 
Inclusiveness 
For staff and athletes to become fully invested in the team, they must all have a sense 
of belonging to the team and vision of the program.  Trust within the team is a driving force 
in success.  Authentic respect and consideration from the coach will help drive commitment, 
dedication, and ownership from athletes and staff. 
  
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Appreciating Talent  
Coaches with a strong ethical foundation will recognize and appreciate the talents of 
those around them.  Acknowledging and celebrating the excellence of staff and athletes will 
promote goodwill throughout the team.  By identifying talent, coaches also need to find ways 
to maximize those strengths and empower those abilities.  Coaches must be prepared to 
check their ego during these times and allow the spotlight to shine elsewhere.    
Integrity  
Athletes will look up to their coaches in many circumstances.  Effective leadership must 
be rooted in ethical action.  Coaches need to serve as positive role model and work to build 
a strong relationship based on mutual respect that is earned instead of just trust.  Athletes will 
often mirror the ethical decisions their coaches make during and away from competition.  
Demanding Ethical Behavior  
It is essential for coaches to require high ethical standards from all facets of their 
program including, athletes, staff, parents, fans, and boosters.  This must be clearly 
communicated and enforced without exception.  A coach will manage the problems they 
tolerate. 
Empathy and Understanding  
While demanding ethical behavior is requisite for a positive culture, coaches should not 
project their personal, political, religious, and social opinions on the rest of the team.  
Sensitivity to the backgrounds and unique experiences that all individuals bring into the team 
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is critical.  Efficacy in this area will also provide great teaching moments and opportunities to 
establish a resilient team chemistry.  
Personal Courage  
Coaches manage ever-changing challenges on a daily basis.  To provide a productive 
and affirmative environment for their athletes, coaches must be willing to stand up to 
circumstances they believe may be harmful and not in the best interest of their students.  
Standing up and expressing dissenting opinions is vital, even in the face of administrators and 
stakeholders. 
  
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ETHICAL CHARACTERISTIC ASSESSMENT 
Rate yourself using the following characteristics on a scale from 1 to 10 (1-weak, 5-moderate 
10-strong) 
CHARACTERISTIC RATING 
Selflessness 1 2 3 4 5 6 7 8 9 10 
Athlete and Staff Focus 1 2 3 4 5 6 7 8 9 10 
Inclusiveness 1 2 3 4 5 6 7 8 9 10 
Appreciating Talent 1 2 3 4 5 6 7 8 9 10 
Integrity 1 2 3 4 5 6 7 8 9 10 
Demanding Ethical Behavior 1 2 3 4 5 6 7 8 9 10 
Empathy and Understanding 1 2 3 4 5 6 7 8 9 10 
Personal Courage 1 2 3 4 5 6 7 8 9 10 
 
What three characteristics do you believe are most important for a coach and why?   
_________________________________________________
_________________________________________________
Are those your strongest characteristics?____________________________ 
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ATHLETE AND STAFF PERSEPCTICE 
 
Ask your athletes and staff to identify your three strongest and three weakest characteristics? 
This can easily be accomplished with a simple, and anonymous, google or doodle poll. 
How did their assessment differ from yours? ___________________________________________ 
__________________________________________________________________________________ 
Do your athletes and staff have similar assessments? ___________________________________ 
__________________________________________________________________________________ 
How does this information impact you? _______________________________________________ 
__________________________________________________________________________________ 
 
 
 
In-person Activity #2: (1:00-1:15) 
Review the characteristics necessary for ethical behavior with the group.   
Break into groups of five or six coaches.  Have coaches go around and share with 
their colleagues ways their self-assessment was similar and different to those of 
their team’s.  Encourage them to theorize why there may have been some variances. 
Upon returning to the full group, ask one or two coaches to share something 
impactful that they learned about themselves through this exercise.  
Ask how these revelations can impact their ability to better understand their 
athletes and staff 
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DRIVER STATEMENT  
Establishing a Driver Statement can help generate boundaries and direction for difficult 
decisions and daily activities.  All of your actions should fit within the margins of your driver, 
providing a freedom to trust your choices and frame culture with confidence. 
Try to encapsulate your statement within one sentence if possible.  This is not intended 
to be a philosophy, but will guide it.  It should capture your identities, characteristics, and 
influences.  While this is your driver, it should also reflect the impact you want to make on your 
athletes and staff. 
Solicit feedback from people who know you best and opinions you value.  Share it with 
your mentors, spouse, parents, pastor, or any other central figure in your life.  Keep in mind 
this driver may evolve as you continue coach and pull lessons from your experiences. 
Some questions to reflect on to help shape your driver statement: 
• How do I want to be known/remembered by the people I have coached? 
• What would I like my legacy to be when I have coached my final game? 
• Who has inspired me in this profession and what qualities do I want to emulate? 
• How do I define success? 
• How do I want the people I work with to describe me? 
YOUR DRIVER STATEMENT: 
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 
  
  
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  
In-person Activity #3: (1:15-1:30) 
Have each coach anonymously write their Driver Statement on a piece of paper.  Ask 
someone to write them all on a dry erase board. 
While this is being done, inquire about challenges coaches experienced writing their 
Driver Statements. 
Go around the room and have each coach read one statement.  Once finished, ask 
the group for impressions and any observations they have.  
Encourage the coaches to take notes from the statements on the board and make 
any edits, adjustments, or changes to their own statements based on things they 
have learned about themselves and others during the day’s session. 
Wrap up the session and provide lead-in for Unit Two. 
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UNIT TWO 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
In-person discussion #2: 0:00-0:10 
Have the group reflect on the time between units and discuss Unit One lessons 
applied to coaching situations.  Deliberate edits made to individual Driver Statements 
and emphasize the need to employ them during today’s lesson.  Inquire if any coaches 
used their Driver while going through Unit Two exercises. 
 
Instructor notes: 
The situations below are intended to establish a baseline of how coaches may 
approach a decision that does not necessarily have a clear right or wrong option.  
While an athletic filter is applied, the basis of these scenarios occur daily. 
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DECISION-MAKING ASSESSMENT 
 
Read each scenario and select the response which best describes the way YOU would 
respond to the situation.  Record your selections and compare them to the key once you have 
answered all scenarios.  It is important to answer how you WOULD act, not how you think you 
SHOULD act. 
 
 


1) You are out recruiting and looking for a place to park outside of a high school 
gym.  Waiting for a space you notice a person pulling out knocks off the side mirror 
off of a parked car and keeps going. You… 
A) Post the damage and license plate on social media hoping the owner will see it. 
B) Do nothing because you are already late for the game. 
C) Get the license plate number of the car and leave a note for the owner of the 
damaged car. 
D) Get the license plate number of the car and call the non-emergency police 
number to report the accident. 
2) You have been frustrated with Under Armour’s delay in sending running shoes.  
After finally receiving the shipment you realize they have sent an extra pair of size 12 
shoes.  You…  
A) Take the extra pair to a sporting goods store in exchange for store credit to use 
for the program. 
B) Call Under Armour and request a shipping label to return the shoes. 
C) Give the extra pair to a student manager who is not expecting new shoes. 
D) Keep the extra shoes for yourself since you wear size 12. 
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3) At the end of an individual meeting with your team captain, he compliments you 
for the new drill you ran in practice commenting how well it helped prepare the team 
for competition. The idea actually came from an assistant coach who shared it with 
you a week earlier. How would you respond? 
A) Agree that it was a great drill but that you can’t take credit because your assistant 
came up with it.  You agree which is why you included it in the practice. 
B) Share that you agree that it was impactful but must confess that you had help from 
the staff. 
C) Comment that you have new ideas for the upcoming weeks as well. 
D) Say “I’m glad you found it helpful” and leave it at that. 
4) You’re planning a retirement party for one of the coaches in the department. After 
sending a group text to other coaches asking them to chip in for a card, decorations 
and cake, you’ve only received enough to cover the cake. You: 
A) Spend time each morning leading up to the party making decorations and a card 
out of office materials. 
B) Just buy a cake with the money donated. 
C) Cancel the party and take the coach out for a couple of drinks with the money. 
D) Buy decorations and a card, then send out another text after the party asking to 
be reimbursed. 
5) You are on a recruiting trip and treat two colleagues to dinner.  At the end of the 
dinner you receive the bill and recognize the waiter did not include the appetizers.  
You… 
A) Take the saved money and buy a round of drinks. 
B) Let the waiter know about the error. 
C) Ignore the error and tip the waiter on the bill as is. 
D) Leave a larger tip without mentioning anything. 
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6) Your opponent has just finished up pre-game practice in your gym.  You notice 
one of their players have left their scouting reports on their bench.  What would you 
do? 
A) Ignore the scouting report and leave it on their bench. 
B) Fold over the scouting report without looking, run down the coach, and give it to 
him/her. 
C) Keep the scouting report and adjust your team’s strategy to gain an advantage. 
D) Quickly look over the scouting report and then throw it away. 
7) You enter the film room and recognize the projector is broken.  Because of cuts in 
your budget, you don’t have the money to replace it unless you eliminate one of 
your recruiting trips.  One of your players says she has a friend who is looking to sell 
a brand-new projector still in its original packaging.  Based on the price you think it’s 
probably stolen.  You…   
A) Take some cash that a donor gave you last week and buy the projector so that it 
doesn’t impact recruiting. 
B) Try to return the projector and claim that it never worked properly. 
C) Purchase a new projector and figure out how to adjust your recruiting plans. 
D) Buy a new projector, place the old projector in the box, and return it for a refund. 
8) On your way to the training room you overhear an assistant AD (not your sport 
oversight) making a sexist joke about one of the female coaches. You: 
A) Do nothing. They didn’t see you so you can pretend like it never happened. 
B) Walk up and join in because you are in the last year of your contract and need 
advocates. 
C) Walk up and confront them, letting them know the joke was inappropriate and 
someone who might take offense to it could hear them. 
D) Report the incident to your supervisor so that you can remain anonymous. 
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9) You are at your coaches’ convention and your least favorite colleague and rival is 
in front of you on line for lunch. You see him drop a $5 bill out of his pocket. No one 
else has noticed this happen. You… 
A) Consider it as instant karma because he is a jerk, pick it up, and use it to buy your 
lunch. 
B) Tap the coach on the shoulder and mention he dropped some money. 
C) Pick up the $5 bill and give it to the person behind the counter as a tip because 
he stiffed him. 
D) Leave the money on the floor.  He will either figure it out, or someone else who 
might need it more than you will find it. 
10) You have been consulting for a recruiting service co-owned by Sue and Lisa for 
the past seven years building strong relationships with both of them.  You learn Lisa 
has left the company to start up her own recruiting service.  A few months later Lisa 
reaches out to you and asks you do some work for her.  You… 
A) Schedule a zoom meeting between both Sue and Lisa to let them know about the 
conflict of interest and ask them to choose who will stay with you and who will find a 
new consultant. 
B) Explain to Lisa it would be a conflict of interest to consult for both companies and 
recommend another coach to help her. 
C) Take on Lisa and Sue as separate clients. You have consulted with them for 
years—and they’re both OK with it. 
D) Explain the conflict of interest to Sue and Lisa and explain you are no longer able 
to work with either of them to be fair. 
11) Were you honest with all of your answers? 
A) Yes. 
B) No. 
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SCORING YOUR ANSWERS 
Each response is scored from the most ethical decision (1-point) to the least ethical 
decision (4-points).  Tally your score and identify the ethical rating of your decision making. 
 
ANSWER KEY 
1: 
A) – 3 
B)  - 4 
C)  - 2 
D)  - 1 
 
2: 
A) – 3 
B)  - 1 
C)  - 2 
D)  - 4 
 
3. 
A) – 1 
B)  - 2 
C)  - 4 
D)  - 3 
 
4. 
A) – 2 
B)  - 1 
C)  - 4 
D)  - 3 
 
5. 
A) – 3 
B)  - 1 
C)  - 4 
D)  - 2 
 
6. 
A) – 1 
B)  - 2 
C)  - 4 
D)  - 3 
7. 
A) – 3 
B)  - 2 
C)  - 1 
D)  - 4 
8. 
A) – 3 
B)  - 4 
C)  - 2 
D)  - 1 
9. 
A) – 4 
B)  - 1 
C)  - 3 
D)  - 2 
10. 
A) – 1 
B)  - 2 
C)  - 3 
D)  - 4 
11. 
A) – No change to score 
B) - Add 4 to your score 
 


 
Your decision-making is: 
Below 12 – Extremely ethical 
13-20 – Ethical most of the time 
21-29 – Ethical on occasion 
Greater than 30 – Unethical 
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In-person Discussion #3: (0:10-0:25) 
 
Review decision-making assessment with group. 
 
Discussion Questions: 
• Was anyone surprised by their score or think the assessment is incorrect? 
• Did anyone struggle selecting what they should do, instead of what they would 
do? 
• Were there “answers” that you disagreed with? 
• Which of the scenarios were difficult for you to answer? 
• Does anyone have better decisions for any of the scenarios than were listed? 
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TOOLS FOR MAKING ETHICAL DECISIONS 
Applying Multiple Ethical Paradigms 
 Having the right tools for the job is vital for success.  One effective instrument for ethical 
decision-making is to apply multiple ethical paradigms.  Shapiro and Stefkovich (2011) identify 
four lenses to employ on situations to provide valuable perspective.  Those are ethics of 
justice, critique, care, and profession.  While any single assessment can offer precious insight, 
only after viewing from all vantage points will a thorough appraisal be known. 
 The ethic of justice approaches the ethical dilemma by posing questions like: Are there 
any rules, laws, guidelines, or procedural expectations that would aid in making a decision?  
Are there any legal matters that would inhibit the coach in arriving at a conclusion?  What 
legislative and compliance issues might need to be taken into consideration?  Are there any 
contractual obligations with sponsors, service providers, or procurement that need to be 
studied? 
 The ethic of critique will offer an additional layer of questions such as: Are the rules, 
procedures, and legislative considerations suitable in this case?  Who made them? What is the 
intent of the rule?  When were they made?  Are there scenarios that were not contemplated 
when the guidelines were made?  Should they be followed in this case? 
 After ignoring rules and protocols, the coach should apply the ethic of care to help 
them with their decision and ask: Who will this hurt? Who will this decision help? What 
unintended consequences could be caused by this decision?  Will the overall long-term 
consequences be positive?  What will be the immediate impact of this decision? 
  
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Finally, and most importantly, the ethical paradigm of the coaching profession should 
be used by asking: Is this decision in the best interest of the student-athlete?  What impact 
does this decision have on the well-being of the staff?  What is in the best interest of the 
campus and local communities?  Does this decision reflect the ethical expectations of the 
coaching profession?  How would this decision be evaluated by other coaches?    
OVERLAY OF MULTIPLE ETHICAL PARADIGMS 
 
  
CARE 
PROFESSION 
CRITIQUE 
CARE
JUSTICE 
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Turbulence Theory 
 Steven Gross (1998) developed a tool to assess organizational instability by 
analogizing it to turbulence.  Pilots are trained to gauge four levels of turbulence: Light: little 
or no movement of the craft, Moderate: very noticeable waves, Severe: strong gusts that 
threaten control of the craft, Extreme: forces so great that control is lost and structural 
damage occurs to the craft occurs.  This scale can effectively by applied to situations that 
demand considerate decisions from coaches who can expect to experience some degree of 
turbulence. 
Light Turbulence 
 It is expected that coaches will regularly experience light turbulence as a normal 
occurrence in their program.  Examples could include minor injuries of players, changes in 
secondary staff members, and scheduling adjustments of facilities.  It is important to 
recognize that light turbulence is a part of athletics and can be managed with minimal overall 
disruption. 
  
In-person Discussion #4: (0:25-0:35) 
 
Review the four ethical paradigms (Justice, Critique, Care, and Profession) asking 
for internal questions that would apply to each one. 
 
Survey the coaches which ones they most related to and why? 
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Moderate Turbulence 
 This level can often represent particular concerns that are generally acknowledged as 
significant and requiring attention.  The loss of a key athlete with a season ending injury 
would be an example of moderate turbulence.  This situation will impact multiple areas of 
the program and can have a substantial effect on certain individuals.  These issues are not 
classified as every day occurrences and will therefore mandate the attention of most people 
in the program and strong guidance from the head coach. 
 
Severe Turbulence 
 These circumstances can threaten the entire team or program.  These problems 
cannot be adequately managed through regular administrative direction.  This situation will 
likely merit a coordinated strategy involving resources and assistance outside traditional 
staff efforts.  It is probable that a business-as-usual mindset will need to be suspended.   An 
example of severe turbulence could be an intensely divided team that forces members to 
choose sides.  Without intervention, these situations can devastate a team. 
 
Extreme Turbulence 
 These conditions can place a team or entire program in serious hazard of ruin.  This 
situation can sometimes occur from severe turbulence that is either ignored or poorly 
managed.  Other external forces, such as financial crisis or legal scandal can cause extreme 
disturbance.  This becomes an all-encompassing issue that demands extensive resources to 
be deployed for a solution. 
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Turbulence Gauge 
  
The Turbulence Gauge can provide a tool to calibrate the gravity of the issue at hand.  
In addition to contextualizing the concern, the gauge can help project where the problem 
could progress. 
 Assess the situation as efficiently as possible and identify the current level of 
turbulence.  Then move up and down the gauge projecting what scenarios would either 
increase or decrease the disruption.  
  
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TURBULENCE GAUGE 
Degree of Turbulence General Definition Applied to this situation 
Light Little or no disruption Two assistant coaches have 
left.  Everyone is involved 
with the solution and no 
one is worried. 
Moderate Widespread awareness of 
the issue 
Two assistant coaches are 
leaving.  The head coach 
has a plan and will need the 
team’ help in the process. 
Severe A sense of crisis Two assistant coaches just 
quit.  The team doesn’t 
understand why and is 
worried about what will 
happen next.   
Extreme Structural damage to the 
program 
Two assistant coaches just 
quit.  No one has heard 
anything.  The team fears 
there is more to come. 
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  In-person Activity #4: (0:35-1:00) 
Review Turbulence Theory.  Reflect on what it is like as a pilot, crew member, 
and passenger experiencing and managing turbulence.  Apply those analogies to 
coach, staff, and team. 
Break into groups of five to six coaches.  Have each group list as many light 
turbulence situations they could face and select their favorite.  Repeat this for 
each level of turbulence allocating two minutes for each. 
Have each group share their favorites.  As mediator, select one example for a 
quick discussion on strategies to reduce or eliminate that turbulence. 
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CASE STUDIES 
Case #1 
 
The Facts: 
Stacey Williams is the Head Women's Soccer Coach at Central State University (CSU). 
CSU is a NCAA Division I institution located in the Midwest with a rich athletic tradition.  
The soccer team has a history of success, earning 18 conference championships and four 
national titles.  
Coach Williams led the program to its most recent national title during her first year at 
the helm after replacing Hall of Fame Coach Barbara Knight. Coach Knight was forced into 
retirement following some controversial claims of player abuse and poor academic 
performance. Many CSU fans discount Coach Williams' championship claiming it was a result 
of inheriting Coach Knight's players. They also criticize Williams has yet to recruit and train a 
team that meets CSU standards. 
Coach Williams is entering her sixth season at CSU and the final year of her contract. 
The team has not qualified for the NCAA Tournament in the last four years, and there is a 
great deal of pressure from fans for the administration to change leadership unless the team 
can make a run at a title. A group of boosters has gone as far as to start a social media 
campaign to fire Coach Williams before the season. 
While performance on the field has been below expectations, the soccer team has 
recorded its highest GPA and graduation rates under William's leadership. The team is also 
known within the community as good citizens and responsible ambassadors for CSU. 
Regardless, winning is the standard, and without it, Williams may be released at the end of 
the season. 
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The Dilemma: 
           When hired, Coach Williams pledged to build the program on an admirable foundation 
by recruiting players who exemplify the highest character level. While commendable, her 
approach led to passing on some very talented athletes.  
The most notable were local standouts Abby and Alli Hampton. The Hampton twins were high 
school All-Americans whose parents both attended CSU and grew up dreaming of following 
in their footsteps. 
           While in high school, Abby and Alli got into trouble on multiple occasions and had a 
reputation for being bullies. Even though many believed the twins could bring a championship 
back to CSU, Coach Williams decided to pass and not offer them scholarships. As a result, the 
girls attended West Coast powerhouse and longtime rival UCLC. Abby and Alli were named 
co-freshmen of the year and led their team to the program's third National Championship. 
           In place of the Hampton twins, Coach Williams signed teammates from North Central 
High School Sally Jones and Betty Downs.  
While great students and leaders, Betty and Sally both struggled on the field and show little 
promise of impacting the team's offense. 
           Carlos Moreno, Coach William's longtime friend, and assistant coach, learns that even 
though Abby and Alli enjoyed a historical freshman year at UCLC, they desperately miss their 
parents and struggle with homesickness. They still dream about attending CSU, and Carlos 
believes if CSU could provide them with scholarships, they would both transfer. Alli and Abby 
would provide CSU with much-needed offense and position the team to immediately compete 
for a national championship. 
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           Coach Williams does not currently have any open roster positions or scholarships 
available for the twins. To accommodate them, she would have to cut a couple of players from 
the team who would free up enough scholarship money. Eliminating Sally Jones and Betty 
Downs from the roster are the only two who would make the switch possible. 
 
The Questions: 
1. If the team does not have a successful season in terms of wins and losses but maintains 
good grades and behavior off the field, should Coach William's contract be extended? 
2. What should be the expectations be for a coach to retain their position? 
3. Should Coach Williams cut Sally and Betty to create space for Alli and Abby to transfer 
in?   
4. When is it acceptable to sacrifice the interests of an individual athlete for the benefit of 
the team?  
5. How would use multiple ethical paradigms and turbulence theory to manage this 
situation? 
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Case Study #2 
 
The Facts: 
           Southeast University is a Division I institution located in the heart of football country. 
The SU Tigers are defending national champions and have won three titles in the past five 
years. The program's success is credited to head coach Rick Caldwell who took over the reins 
of the team seven years ago. He is currently the country's highest-paid coach, is beloved by 
the community, and a national celebrity. 
           Since its football program's success, Southeast University has enjoyed unprecedented 
enrollment, alumni engagement, and a renewed commitment from donors. The athletic 
department has also increased its overall budget three-fold due to new ticket revenue, 
television contract, and corporate partnerships. SU is currently the model of success in 
intercollegiate athletics. 
           Director of Athletics Hal Wentworth is a former athlete and coach at SU whose parents 
were both professors at Southeast. He took over the department eight years ago when it was 
at the bottom of the conference in almost every sport. He is heralded for hiring Coach Caldwell 
and leading the department to competitive prominence. Wentworth's pride for Southeast 
University is unrivaled, and his commitment to serve admirable. 
           Hal Wentworth pursues and hires Walt Gooden, son of legendary coach Jon Gooden, 
to bring the same success to its Men's Basketball program. Walt grew up around basketball, 
eventually playing for, and coaching with, his father at LCUA. Walt won three national 
championships as a player and then two more as an assistant. Jon Gooden is a celebrated 
coaching archetype whose commitment to player development, integrity, and honesty is 
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emulated by others. Walt has modeled his coaching philosophy on the same ideals and 
foundation of his father and is walking into high expectations. 
 
The Dilemma: 
           Upon Walt Gooden's arrival to campus, Hal Wentworth arranges for him to connect 
with football coach Rick Caldwell. Both Caldwell and Gooden are passionate scholars of 
coaching and quickly form a strong friendship. Their wives and children also bond, building a 
stable connection between the families. 
           A few months into the job, Walt finds it more challenging than expected to land some 
key recruits. Over a couple of beers, he shares his frustrations with Rick looking for a little 
guidance. Rick explains it takes a village to recruit elite athletes to SU and that he can help 
him out. 
           A few weeks, later Rick organizes a small golf outing with Walt and the "Tiger's Den," 
a few central figures in the community. Walt is enjoying the company and fitting in well with 
his new acquaintances. At the end of the round, the group sits down for an intimate dinner.  
There, Rick goes around the table and explains how each person assists with different aspects 
of his recruiting efforts. 
Bob Franklin is the CEO and owner of Southern Power, a multi-billion-dollar company. 
He has donated over 300 million dollars to upgrade SU's facilities, including Southern Power 
Stadium. Rick explains that Bob is responsible for securing their entire defensive line and 
backfield by hiring their family members as "consultants." 
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Jim Smithfield owns 23 car dealerships throughout the sun-belt.  Rick describes how 
Jim offers "auto-incentives" to their top recruits and families with a "performance-upgrade" 
for players while they are playing. 
Larry Owens is a venture capitalist and principal investor in the region's largest real 
estate development company. Rick illustrates the network of accommodations Larry provides 
to families when they are in town visiting and assistance with acquisitions at home. 
Rick finishes by laying out how Roger Dawkins handles the coordination of assets and 
communication. Roger is a product placement specialist for Performa Athletics, the world's 
largest athletic footwear and apparel company. Dawkins is one of the most connected people 
in youth sports and is the primary conduit with all SU's elite recruits, boosters, and Coach 
Caldwell. 
Along with Rick, the four gentlemen pledge their backing and resources to bring a 
national championship in basketball to Southeast University. Stunned by the information, Walt 
is speechless and only thanks them for their support. 
These actions attack the core of Walt's beliefs and what his father stood for. Walt has 
always placed honesty, integrity, and morality as his principal driver. He and his wife have 
raised their children with those same values and work hard to model that behavior. 
 
  
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Questions: 
1. Should Coach Wooden accept the recruiting assistance of the boosters? 
2. Should Coach Wooden share this information with anyone else? If so, who? (Wife, AD, 
Agent, Compliance, etc.) 
3. What obligation do coaches have to report violations? Does the seriousness of the 
violation matter? If it is an illegal act, does that change anything? 
4. When is it OK for the ends to justify the means? 
5. How would use multiple ethical paradigms and turbulence theory to manage this 
situation? 
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  
In-person Activity #5: (1:00-1:30) 
 
 Both case studies should have been read by coaches and questions reflected 
on before the session.  Break into groups of five to six coaches and evenly assign 
one of the case studies to each group.  Have each group quickly discuss the case and 
then work through each question.  The group should try to work towards solutions, 
but it is important for coaches to maintain their Driver and not compromise their 
own ethics if the group is moving in a different direction. (Allot 15 minutes). 
 
 Bring everyone back together and explore each case study relying on primary 
feedback from the groups that reviewed them.   
 
• Identify which questions were easy for the groups to address, and which ones 
most difficult.   
• Find out where consensus occurred, and where there was differing opinions. 
• What new dilemmas came up during the discussions? 
• How did coaches apply the tools to help the process? 
• Has anyone managed a similar situation during their career? 
Wrap up the session and provide lead-in for next unit. 
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Module #2 
 
 
LEADERSHIP STYLES 
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INSTRUCTIONAL FRAMEWORK  
 
 
 
 
 
 
 
 
 
 
 
 
 
UNIT ONE (1 hour 30 minutes) 
• 0:00-0:10 – Discussion - Review of the topic 
• 0:10-0:25 – Activity – Mouton Leadership Grid 
• 0:25-0:45 – Activity – Leadership Skills #1 
• 0:45-1:05 – Activity – Leadership Skills #2 
• 1:05-1:30 – Activity – Servant Leadership 

UNIT TWO (1 hour 30 minutes) 
• 0:00-0:10 – Discussion - Review of the topic 
• 0:10-0:25 – Discussion – Leadership Roles 
• 0:25-0:45 – Activity – Leadership Roles #1 
• 0:45-1:00 – Activity – Leadership Roles #2 
• 1:00-1:30 – Activity/Groups – Path Goal Theory

Instructor notes #1: 
 
This module is intended to be presented over two units.  The first will 
address theories on leadership motivation, an explanation and assessment of 
leadership skills, and the importance of applying servant leadership principles to 
coaching. This unit will help coaches build strategies to apply individual strengths 
and address weaknesses in creating their leadership style. 
 
The second unit will present seven distinct leadership styles/roles 
highlighting their pros, cons, and appropriate applications.  Once becoming familiar 
with the different roles coaches will discuss Path/Goal Theory and use it to manage 
leadership challenges. 
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INTRODUCTION 
Leadership styles are as numerous as the people who assume those roles, influenced 
by their unique nature and circumstances.  Extensive research and scholarship have been 
devoted to identifying characteristics and tools used by effective leaders.  No singular 
approach or style to effective leadership exists.  People, circumstances, cultures, and needs 
are unique and continually changing.  The more tools a leader has at their disposal, the more 
effective and responsive they can be.  Some styles are more comfortable and natural for 
people, but great leaders need to extend beyond their comfort zone when conditions require 
something different. 
            Effective leaders recognize responding to different people and situations 
appropriately is essential to remain impactful.  The many styles can be compared to tools in a 
toolbox.  A carpenter may be a master at using a handsaw but will be unable to construct a 
stable home until employing all tools required to complete the job.  An inclusive skillset, too, 
is necessary in the realm of leadership.  At times, circumstances will demand empowerment 
of the group to determine its course with guidance.  Others will require a singular and robust 
decision to be made to reestablish expectations and acceptable behavior.  Occasionally 
inspiring action through emotion and charisma is needed, while others necessitate a 
Instructor notes #2: (0:00-0:10) 
 
The introduction is assignment #1 to be read before the first in-person 
session.  It will provide an overview of leadership and how the unit will progress. 
Discuss how leadership is a skill set which expands and develops with work and 
experience.  A short group discussion addressing the concepts covered will initiate 
the in-person meeting. 
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transformative approach to change the mindset.  There is no “one size fits all” approach to 
leadership, similarly, it is impossible to build a home with just a hammer. 
 This unit will introduce several leadership models and theories that serve as tools for 
coaches in building their skill set.  It is imperative to be adaptive when navigating complex 
external influences and diverse populations as a leader.  Understanding what motivates 
decisions and how that can impact behavior is the first step in starting an effective leadership 
journey.  Assessing current strengths and weaknesses of skills will help chart opportunities to 
improve and build a strong foundation.  Evaluating circumstances surrounding tasks and goals 
along with consideration of athletes and their characteristics will provide valuable information 
for coaches to select suitable leadership strategies.  Finally, learning when and how to employ 
the appropriate roles and styles will afford coaches the skills necessary to best serve their 
athletes' best interests. 
 
 
  
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THE BLAKE MOUTON LEADERSHIP GRID 
 
Leadership Motivation - Self Assessment 
  
 Motivations are key drivers in shaping leadership decisions.  Behavioral research in this 
area has identified two fundamental concerns that frame our actions as leaders.  Robert Blake 
and Jane Mouton from the University of Texas constructed a two-dimensional grid-based on 
a leader’s concern.  
The first is a concern for production.  Coaches who are task-oriented will direct their 
teams towards a particular goal or performance objective.  Those concerned with production 
will focus on instruction, planning, and expectations with the intent of “getting the job done.” 
           A concern for people propels the second behavior.  Relationship-oriented coaches are 
aware of the circumstances, aspirations, and development of their athletes.  These leaders are 
conscious of building an open, friendly, and supportive environment for their teams. 
           The grid comprises two axes of a nine-point scale, one denoting a low concern and 
nine a significant concern.  By plotting the level of concern for personal relationships alongside 
concern for production, leaders can identify the style that reflects their motivation.    
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Rate the motivations that shape your decisions as a leader. On a scale of 1-9 (1-low, 5 
Moderate, 9-high) gauge your level of concern for the people you lead and the results your 
performance is measured.  Plot those quantities to determine which model you are closely 
associated.   
  
Motivation 1-Low                      5-Moderate                     9-High 
When making decisions, my 
concern for people is: 
1 2 3 4 5 6 7 8 9 
When making decisions, my 
concern for results is: 
1 2 3 4 5 6 7 8 9 

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Impoverished Management (Low people, Low production) 

Leaders who score low on both their concern for production, and people are classified 
as having an impoverished management motivation. This indifference level will usually reflect 
a minimum effort to complete the required tasks and maintain relationships with staff and 
athletes. Not much energy is invested in creating systems or processes to improve production. 
There is also little drive to motivate the people around them. The main concern for 
impoverished leaders is to avoid accountability for mistakes. 
 
Country Club Management (High people, Low production) 

Leaders who score high on concern for people but low for production are classified as 
creating a Country Club atmosphere where accommodation drives decisions. Coaches in this 
area are concerned about the feelings and needs of their athletes. The thought is that if 
everyone is content and their needs are being met, then production will follow as a by-
product. While the concept that happiness will equal hard work is nice, this environment is 
often very relaxed and fun but not productive because there is a lack of accountability. Without 
direction, task-focused team members can become frustrated with this atmosphere. 
.    
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Produce or Perish (Low people, High production) 
 
Coaches who score high on concern for results but low for athlete interests are 
labeled as creating a “Produce or Perish” culture.  This categorization assumes that team 
members are extrinsically motivated and driven by results.  Rewards are often given for 
productivity, with punishment used as a controlling tool.  This approach to leadership often 
assumes that people, in general, are unmotivated and dislike working.  In athletics, these 
opinions are short-sighted, and coaches will often struggle with high transfer rates.  This 
imbalance is often a reflection of coaches driven by their professional development and 
personal accolades.  
 
Middle-of-the-Road (Moderate people, Moderate production) 
 
Coaches who score moderately in both concerns are classified as Middle-of-the-Road and are 
often attempting to balance demands.  This approach creates a status quo culture 
perpetuated by fear of conflict with team members and efforts to meet expectations. While 
balance may appear on the surface, it is not typically as effective as it may seem.  Mediocrity 
will be the frequent result of a status quo approach because the motivation is to not do poorly 
instead of aspiring to perform.  Conflict resolution and accountability are also tricky from this 
mindset. 
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Team (High people, High production) 
Leaders who score high in both areas are in tune with the profession's many demands and 
constituencies. These coaches are often selfless individuals who embrace their roles within 
their institution. They strive to perform at the highest levels, but not at the expense of an 
individual team member. Athletes in this environment often feel valued, respected, and 
invested in the process.  
Team leaders can balance competitiveness with compassion. Of all the models, this is the 
most sustainable and rewarding for everyone on the team. These coaches are also successful 
at presenting the team's purpose and involving them in the decision-making process. This 
equilibrium is where coaches should aspire to be.   
 
 
  
In-Person Activity #1: (0:10-0:25) 
 
Divide into groups of 5 to 6.  Have each coach share their answers to the 
following questions: 
Where did you land on the grid? 
Do you aspire to work towards another location on the grid? 
What situations make it difficult to be concerned about people? 
What situations make it easy to be concerned about people? 
What situations make it difficult to be concerned about production? 
What situations make it easy to be concerned about production? 
Share examples of coaches who fit into each category? 
 
Return to the full class and have each group share some of their observations. 
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LEADERSHIP SKILLS ASSESSMENT- 
 
 Mark the box that best reflects where you currently are as a leader.   
Statements 
Frequency 
Never Rarely Some-times Often Always 
1 I complain about things that don’t go my way.      
2 I look for opportunities when problems arise.      
3 I am often anxious during the day.      
4 I make time for myself during the day to relax.       
5 I question myself and my skills to succeed.      
6 I am self-motivated and understand what it takes to achieve my goals.      
7 I get aggravated when athletes question my decisions.      
8 I reach out to people when I can tell something is bothering them.      
9 I have difficulty adapting to things that have not been planned for.      
10 I have long-range plans for our program.      
11 I believe practice time should not be spent on improving team chemistry.      
12 I will overlook rules being broken in order to avoid conflict.      
13 I build an environment where everyone is focused on a common goal.      
14 I expect those around me to produce at a high level all the time.      
15 I expect athletes and staff members to work harder than me.      
16 Athletes and staff understand expectations based on my behavior.      
17 There is very little variability in my practice plans.      
18 When delegating responsibilities, I consider others’ interests and capabilities.      
19 I believe that personal issues should not impact athlete performance.      
20 I invest time learning what kind of feedback each athlete best responds to.      
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Calculating your score 
 
 Use the table below to calculate your leadership skill score.  Be sure to tally the answers 
from the odd number statements (white rows) separately from the even number statements 
(light blue rows).  Multiply those totals by the corresponding factor and add them together for 
a final score. 
 
 
Score of 20-50 
 You need to spend a significant amount of time working on your leadership skills.  
Diverting your focus from scouting reports, planning practice, and designing competitive 
systems, to leading the people around you will improve outcomes and build lasting 
relationships with staff and athletes.  
 
Score of 51-75 
 You have a moderate foundation of leadership skills but have the opportunity to make 
some significant strides.  Look at the areas you scored low and build some strategies to 
improve those areas.  
  
SCORING Never Rarely Some-times
Often Always Totals 
Tally answers for ODD# statements only #____ #____ #____ #____ #____ 
Multiply totals by number below x 5 x 4 x 3 x 2 x 1 Subtotal 
Subtotal – add results together =____ =____ =____ =____ =____ =____
Tally answers for EVEN# statements only #____ #____ #____ #____ #____ 
Multiply totals by number below x 1 x 2 x 3 x 4 x 5 Subtotal 
Subtotal – add results together =____ =____ =____ =____ =____ =____
Add subtotals for score     
Score 
=____ 
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Score of 76-95 
  The value you place on leadership is evident and reflects in your skillset.  As with any 
of your athletes, you can still find ways to get better.  Identifying your strengths and learning 
when to use different skill sets to meet your team's needs can make you an adaptive leader.  
You will also find value in recognizing your weaknesses and working to improve those 
deficiencies.  Embracing your assets and liabilities will help shape your leadership style.   
 
Score of 96-100 
You are not honest with yourself, and chances are, if your team were to fill this out for 
you candidly, scores would be surprising lower. 
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LEADERSHIP SKILLS 
 
           To become proficient at their sport, an athlete must identify weaknesses, evaluate 
strengths, and discover growth opportunities.  This approach applies to leadership, as well.  
The skills and characteristics to be an effective leader must be assessed and developed.  
Strengths and weaknesses will begin to frame leadership styles that are most effective and 
natural for coaches. 
 
Positive Attitude (Questions - 1 & 2) 
           The right mindset is vital to success.  A leader that maintains a positive state of mind 
will project an outlook that people will want to follow.  Attitude will dictate how coaches feel 
about and interact with people and situations.  These actions will create reactions from others.  
If a coach struggles with their athletes having a negative mindset, it is often a reflection of 
their own attitude. 
           Being in tune with internal dialogue is a practical first step in maintaining a positive 
attitude.  When confronted with a negative thought, shift it into a positive one.  Identifying 
opportunities for growth will help the transition.  Spending time with positive people in place 
of those who complain will assist in maintaining an optimistic outlook.  
 
Managing Stress (Questions - 3 & 4) 
           Coaching is laden with pressure situations and trying circumstances.  The stress 
associated with these demands can impair a coach's ability to lead effectively.  Balance and 
perspective will help alleviate the stress levels, but leaders need to manage them actively.  
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Rest, meditation, and exercise are effective ways of relieving stress and minimizing negative 
thoughts and feelings. 
           Maintaining an optimistic mindset is extremely difficult when stressed.  Anxiety can be 
projected to others, impacting a team's ability to perform.  Coaching can often take precedent 
over all other areas of life.  Drive to succeed and competitive nature can often push aside 
personal wellbeing and relationships.  Establishing a healthy work-life balance is critical for 
sustainable success and leadership.  Coaches who delegate to their staff and empower their 
teams can more effectively balance themselves. 
 
Self-Confidence (Questions - 5 & 6) 
           Self-confidence is the perception one has of their skills and abilities.  Leaders need to 
understand their strengths and weaknesses and trust their abilities. Inability to do this can 
make coaches passive and distrusting of others.  It isn't easy for coaches to get teams to buy 
into a vision if they do not exhibit belief and assurance in themselves. 
           To improve self-confidence, leaders should emphasize their strengths and offer self-
praise for efforts.  Failures should be met with compassion and welcomed as a necessary part 
of the learning process.  It is crucial to separate reasonable and achievable goals from 
aspirations.  A coach may aspire to win a National Championship but should not measure their 
success by it.  Pausing during intense and emotionally charged situations can provide clarity 
and accommodate a good decision-making process.  As a coach learns how to improve their 
self-confidence, they will also be more effective in helping their athletes strengthen their 
confidence levels. 
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Emotional Intelligence (Questions - 7 & 8) 
           Coaches need to identify and manage their own emotions along with the feelings of 
others.  Emotional Intelligence addresses a leader's ability to: be aware of and identify their 
feelings; the capacity to harness those emotions and use them in leading; and the aptitude to 
regulate their own emotions when necessary and assisting their teams to do the same. 
           A leader's thinking and behavior are directly affected by their emotions. For example, 
an effective coach will recognize and manage their frustration with a disappointing loss before 
addressing the team.  By filtering out the moment's emotion, a coach can more successfully 
identify what their athletes need and what they don't.  
 
Sharing Vision (Questions - 9 & 10) 
           Staff and athlete investment requires a coach's ability to create a clear and compelling 
plan for the future.  Presenting a vision should be engaging and inspirational, but most 
importantly, it must be a shared vision.  If a coach desires buy-in, then they must be in touch 
with their players.  The most effective way to persuade people to invest in a vision for the 
future is to make strong connections with them in the present. 
           Coaches will only create shared visions with athletes, assistants, administrators, alumni, 
boosters, and recruits if they listen very closely.  Coaches need to appreciate their aspirations, 
respect their hopes, attend to their needs, and invest in their ambitions.  The best leaders 
guide people into the future because they hold the best interest of those they serve at the 
heart of all decisions. 
 
  

	



	 !"#$
 
 
 
 
!# %&'('()*!++# .(0
./0
 
Motivation (Questions - 11 & 12) 
           Nelson Mandela said, "A vision without action is just a dream."  Generating and 
maintaining action requires leadership. Motivation is a tool to get people to act and a skill that 
coaches need to be well versed.  While speeches and locker room talks can be motivating, 
this skill is much more involved.  To be effective, leaders need to understand what can compel 
people to act.  
There are two general types of motivation. Extrinsic motivation comes from an external 
source.  People will act because they have been told to, offered a reward, or threatened with 
a punishment.  Intrinsic motivation is an inner drive that causes a person to act.  This motivation 
aligns with morals, personal goals, or straightforward enjoyment.  Extrinsic motivation can be 
sufficient for short term action but is not as sustainable as intrinsic factors.  
 
Communicate Clear Expectations (Questions - 13 & 14) 
           Coaches who can communicate expectations clearly and concisely will be presenting a 
structure that can make it easier to manage performance.  It is essential to balance clear 
expectations with athlete autonomy as not to micromanage every little action. Identifying 
where to set expectations is as important as being able to communicate them.  Concentrating 
on areas, athletes can control, such as effort and attitude, is a useful guide. 
Ensuring all expectations support the team culture is a vital step also.  Athletes should 
understand why and how they fit into the big picture.  Discussing instead of decreeing will 
offer the opportunity to address the "why" and allow for clarification and even suggestions 
from the athletes.  Finally, by writing them down and having every member of the program 
commit to them will promote accountability. 
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Be the Example (Questions - 15 & 16) 
           Being a good role model is essential in building trust with athletes and staff. Leaders 
should model the behavior they expect to see from their team.  Athletes will follow their 
coach's emotions, behavior, and decisions.  The key is for leaders to model the right things.   
This applies to showing humility and willingness to admit mistakes. Coaches should set a 
standard of accepting accountability for bad decisions, apologizing when necessary, and 
making the correct changes. 
 
Support and Challenge (Questions – 17, 18, 19, & 20) 
           Athletes require more than just a list of tasks to finish every day to be successful.  They 
need to be challenged and faced with opportunities to develop and grow.  They want to feel 
supported and appreciated by their coaches and teammates.  The more a leader invests in 
the individual development and wellbeing of the people around them, the more engaged 
they will be with that process.  This will strengthen relationships, build trust, and provide a 
more rewarding experience for coaches and athletes.    
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Leadership Skills - Strengths and Weaknesses 
 Based on your answers in the assessment, rate each leadership skill as a strength, 
weakness, or neutral. 
 
 
What weaknesses do you find most challenging to address and why? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
What strengths have provided the most useful tools for your coaching and how? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
Leadership Skill Assessment 
Weakness Neutral Strength 
 Positive Attitude (Questions - 1 & 2)    
 Managing Stress (Questions - 3 & 4)    
 Self-Confidence (Questions - 5 & 6)    
 Emotional Intelligence (Questions - 7 & 8)    
 Sharing Vision (Questions - 9 & 10)    
 Motivation (Questions - 11 & 12)    
 Communicate Clear Expectations (Questions - 13 & 14)    
 Be the Example (Questions - 15 & 16)    
 Support and Challenge (Questions – 17, 18, 19, & 20)    
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In-Person Activity #2 (0:25-0:45) 
 
Ask coaches to provide you a list of their weaknesses (this can be done prior to 
class). Separate the class in groups of common weaknesses (two or three coaches 
max).   
 
Discussion points: 1) Why they struggle in that area. 2) Examples of where they 
wish they were better. 3) People who they believe are strong at that skill. 4) 
Strategies they intend to use to improve in that area. 
 
This should help coaches embrace their weaknesses and connect with others who 
share their challenges. 
 
Bring coaches back together and ask if any of the groups would like to share their 
weakness and some ways they are planning to improve that skill. 
Be prepared to share your own weakness to help initiate conversation. 
In-Person Activity #3: (0:50-1:05) 
 
Ask coaches to provide you a list of their strengths (this can be done prior to class). 
Separate the class in groups of common strengths (try to correlate these with the 
weaknesses from the prior activity).   
 
Discussion points: 1) How did this become a strength for you? 2) Does this strength 
help balance a weakness you have? 3) Share a time your strength was useful as a 
coach. 4) Are their occasions when this strength is not useful?  
 
Bring coaches back together and have each group present their strengths and how 
it has been helpful.  Encourage those who may need to develop those skills to ask 
questions and seek advice.  If none are solicited, ask a question or two to assist. 
This will help provide support and resources within the coaching staff.  
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FOUNDATION OF SERVANT LEADERSHIP 
Often categorized as its own style, servant leadership should be considered as an over-
arching philosophy and foundation.  While examples of it can be found throughout recorded 
time, the phrase itself and the theories behind it were forged by Robert Greenleaf in 1972.  In 
"The Servant as Leader," he presents servant is the primary role of the individual. They must 
be inspired first by service to others, and then recognize the aspiration to lead.  The method 
is notably different from someone who is a leader first and uses service to drive results and 
acquire material possessions.   
These two approaches present some of the fundamental differences that Simon Sinek 
shows in his theories of "Starting with Why." He believes most leaders are fueled first with 
"what" they do and then progress to "how" they do it, rarely addressing "why."  He suggests 
the most influential leaders begin with "why," followed by "how," and arrive at "what" they 
do.  A servant leader always starts with the "why," building outward.  They are driven first and 
foremost by the highest priorities of the people they are serving. 
 A servant leader is focused on the development and well-being of the people they lead 
and the communities in which they belong.  Many leadership models frequently value the 
accumulation and use of power to influence followers' actions, which is in stark contrast to 
servant ideals, which invests autonomy, shares power, encourages ownership, and genuinely 
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places others' needs in front of their own.  There is a clear focus on the growth and 
empowerment of followers driven by empathy, altruism, and a sense of ethics from the leader.  
Examples of leaders whose driver was as servants are extensive and found throughout 
different cultures and historical periods.   
 Four core tenants and a framework from which to apply were identified as fundamental 
elements of servant leadership.  Service to others is anchored by the concept of accepting the 
role of a servant.  Greenleaf believed the thirst to serve is "the key to greatness." Those who 
embrace it are driven to bring out the best in others, even at the expense of themselves.  The 
second tenant is to take a holistic approach representing an understanding of how the 
individual, community, and society are all interconnected.  The third core element is building 
an understanding of community, and finally, servant leaders must share power with the people 
they are trying to lead.  Servant leadership is intended to break the standard pyramidal 
structure of power.   
Great servant leaders have long-lasting positive influences on society.  When they lead 
from the inside out, transformative impacts can continue like ripples in a pond from a single 
stone.  Whether in athletics, politics, education, or business, we should all aspire to a 
responsible servant leadership foundation. 
  
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 
In-Person Activity #4 – (1:05-1:30) 
 
Break into groups of five to six coaches. 
 
Have the groups design the ideal servant leader – coach. 
 
Step one: list examples of as many servant leaders who are not coaches. 
Step two: Apply the four tenants of servant leaders to specific qualities of 
coaching. 
Step three: Use characteristics of the leaders from step one to apply to the four 
tenants as they relate to coaching. 
Step four: Build your ideal coach and give name him/her by combining the names of 
the leaders used 
Step five: Share the tenants created by the group as they apply to coaching, the 
examples that apply to those tenants, and the creative name given to your servant 
leader coach 
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LEADERSHIP ROLES/STYLES 
In order to maximize the concepts presented in Path-Goal theory, coaches need to be 
comfortable with employing different leadership styles.  This section will examine seven 
leadership roles:  
• The Dictator (Autocratic) 
• The Executive (Bureaucratic) 
• The Charmer (Charismatic) 
• The Engager (Democratic) 
• The Assigner (Laissez-Faire) 
• The Manager (Transactional) 
• The Inspirer (Transformational) 
While any of them can be effective on their own, dynamic leadership and sustained 
success is accomplished by applying the right style at the right time.  The more leadership 
roles a coach step into, the more successful they will be at adapting to the needs of their 
team. 
 
  
In-person discussion #1: 0:00-0:10 
Have the group reflect on the time between units and discuss Unit One lessons 
applied to coaching situations.  Identify occasions where they applied leadership skill 
strengths.  Find ways that coaches attempted to improve weaknesses and push their 
comfort zone. 
 
In-person discussion #2: (0:10-0:25) 
 
Initiate conversation covering the leadership roles covered in the unit. 
Discussion starters: What were some takeaways from the different styles?  Are 
there roles that were not listed?  Which role is most natural for you?  Which role is 
most difficult and why?  Are some roles more sustainable than others?  
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The Dictator - (Autocratic Leadership) 
 
The Dictator is an authoritarian leader who relies on little to no input from the people 
around them.  These leaders will often view themselves as having absolute power and can 
make their teams' best decisions.  While this method can be beneficial during short-term 
situations and crisis management, it is not a very sustainable approach.  The Dictator often 
accepts full credit for success and passes on the blame to others.  Communication is primarily 
one-way.  Technique and process are frequently micro-managed with few freedoms tolerated.  
Team members may find it difficult to feel invested in the process.  This style can progress to 
abusive behavior if not closely monitored.   
 
Pros 
• Decisions are made quickly. 
• Clear communication and expectations. 
• Effective for generating change.  
• Effective at managing crisis. 
• Keeps teams on task. 
 
Cons 
• Does not promote trusting relationships 
• No athlete ownership in the process 
• Does not promote critical thinking and problem solving. 
• Can lead to abuse of power. 
• Harms team morale. 
• Increased stress levels and a win-at-all-costs mentality.  
• Athletes can feel ignored 
• High staff turnover. 
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You may be a Dictator if… 
• you get frustrated with group discussions.  
• you make important decisions on your own. 
• you are very strict about the way a skill should be executed. 
• you get offended when an athlete questions your decisions. 
• you don’t hesitate to cut an athlete who is not performing to your standards. 
 
List examples of coaches and leaders who can be classified as “Dictators”: 
 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as a “Dictator” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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The Executive - (Bureaucratic Leadership) 
 
 Structure, procedures, and positions compel the Administrator.  They are committed 
to the organization and the roles that individuals serve in it. Staff is empowered by the 
positions they hold.  The larger a team is, the more useful this approach can be.  The 
organizational structure of a football staff is often clearly defined with scripted responsibilities 
and authorities.  This leadership structure is effective for the military and many government 
agencies. 
 
Pros 
 
• Clear responsibilities and structure within the team. 
• System manages changes in personnel effectively. 
• Stability. 
• New team members have clear objectives and obligations. 
• High level of compliance and rule following. 
Cons 
 
• Does not promote creativity. 
• Does not embrace individuality. 
• Difficult to be adaptive and flexible. 
• Relationships tend to be transactional in nature. 
• Athletes may feel stripped of their identity. 
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You may be an Executive if… 
• you view your role as manager more than teacher. 
• you consider yourself “by the book”. 
• you think you should be respected because of the position you hold. 
• you recruit athletes who “fit” your systems. 
• you model yourself after your predecessor. 
 
List examples of coaches and leaders who can be classified as “Executives”: 
 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
 
What scenarios would coaching as an “Executive” be most appropriate? 
 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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The Charmer – (Charismatic Leadership) 
 
 The Charmer presents sensitivity to the people around them.  
They know how to read a room and will adapt accordingly.  The Charmer is articulate and 
good at lowering defenses.  They are often visionaries and energetic.  The Charmer can lay 
out their concepts and get their teams to rally around a common goal.  Motivation is not 
always as pure as presented and can be focused on their own ambitions.  Ego is another 
concern for charismatic leaders.  It can lead them to believe they can do no wrong, even when 
warned by assistant coaches.   The Charmer is perceived as more of a one-person show than 
a collective team effort.  The team’s success will primarily rely on the coach and their impact. 
 
Pros 
• Athlete buy-in is high with commitment to a common goal. 
• Motivational people who can push teams through difficult times. 
• Will often embrace mistakes as teaching opportunities. 
• Teams will appear cohesive because of a common mission. 
• Often a successful recruiter and fund-raiser. 
• Self-motivated. 
 
Cons 
• Ego can get in the way of identifying threats. 
• Can become out of touch and unresponsive with their athletes. 
• Focus is on the coach in place of the athletes. 
• A sense of invincibility and arrogance can threaten the team. 
• These leaders may not learn from their mistakes, compounding them. 
• Can lose focus on important issues that do not received external validation. 
  
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You may be a Charmer if… 
 
• you enjoy giving pre-game talks and “rallying the troops” 
• you work on your social media presence. 
• you know your career win-loss record. 
• you are asked to talk give speeches and presentations. 
• you are comfortable talking to different types of people and demographics. 
• you collect and share quotes. 
 
 
List examples of coaches and leaders who can be classified as “Charmers”: 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as a “Charmer” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________
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The Engager – (Democratic-Leadership) 
 
 The Engager will actively rely on the participation of their athletes and staff during the 
decision-making process.  Democratic leaders will base their decisions on a foundation of 
principles; they value all team members, seek out their opinions, and respect contradictory 
statements.  A democratic leader will involve the group in building and maintaining a culture.  
Ideas and opinions are solicited even though the Engager retains the final say. Orders are not 
handed down; instead, a more collaborative approach is used. This strategy inspires creativity 
and investment, and as a result, athletes often have a higher level of satisfaction and 
productivity. The Engager values the opinion of every member regardless of position or 
experience.  Teams are encouraged to share ideas and opinions, even though the leader 
retains the final say over decisions. 
Pros 
• Athletes and staff are invested to a common goal 
• Mistakes are encouraged as a key component of the learning process. 
• Inclusive culture that embraces creativity and outside of the box thinking. 
• Places team members as equals. 
• Cooperation and Collaboration is encouraged. 
• Promotes athletes to take ownership. 
 
Cons 
• Is not effective when quick decisions are needed. 
• Efficacy is reliant on the talents and commitment of the team. 
• Can create redundancies. 
• Roles and responsibilities can be ambiguous and undefined. 
• Operates less efficiently than other styles 
• Attempts to achieve consensus can be costly and cumbersome 
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You may be an Engager if… 
 
• you believe team meetings are should be more listening than talking. 
• you take your manager’s opinion with the same interest as your assistant coach. 
• you only make significant decisions with getting at least one other person’s input.   
• your athletes feel free to offer unsolicited suggestions. 
 
List examples of coaches and leaders who can be classified as “Engagers”: 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as an “Engager” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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The Assigner – (Laissez-Faire Leadership) 
 
           The Assigner takes a very hands-off approach to leadership and is the exact opposite 
of a micro-manager.  The coach will delegate assignments and expectations to their athletes 
and staff with a tremendous amount of freedom and autonomy.  Team members are expected 
to manage and solve problems independently, with little to no assistance from others.  The 
Assigner will provide resources to the team and offer tools to assist the team, but decisions 
are ultimately their own.  Laissez-Faire leaders are often characterized as lazy or disinterested, 
but successful examples of this approach display full ownership by intrinsically motivated team 
members.  Authority is appointed to the team, yet a strong Assigner will still take responsibility 
for decisions and behavior. 
 
Pros 
• Team members have high satisfaction in the process. 
• Low workload for the coach can free up time to work on other initiatives. 
• Ownership encourages creativity and new ideas 
• Affords freedom to staff and athletes. 
• Promotes trust in teammates. 
 
Cons 
• Success is reliant on level of talent and experience. 
• Few mentoring and development opportunities. 
• Vulnerable to low levels of productivity. 
• Little to no accountability. 
• Situations can become chaotic if team is not well-organized.  
• Team members may get off track and may not prioritize correctly. 
• It is hard to identify small problems until they become big ones. 
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You may be an Assigner if… 
 
• you are most involved during two points of decisions and projects: the beginning and 
the end. 
• you do very little updating during team meetings and instead are informed on what’s 
going on from others. 
• you believe people do their best when they are not told what to do. 
• you only care about the results and don’t care how the team arrived there. 
 
List examples of coaches and leaders who can be classified as “Assigners”: 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as an “Assigner” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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The Manager – (Transactional Leadership) 
 
           The Manager is great at implementing processes and plans.  Transactional leaders look 
to maintain the way things are done and drive production in place of transformation.  Roles 
and responsibilities are delegated, and the focus is placed more on the work being done 
instead of the person doing the work.  Incentives and punishments are key to a Manager’s 
effort to promote accountability.  This style requires constant monitoring of performance and 
clear communication of the rewards of success and poor performance consequences.  Athletes 
who thrive under this leadership are extrinsically motivated. 
    
Pros 
• Rewards and punishments are distinctly communicated. 
• Effective with highly organized and proven systems. 
• Successful with completing short-term goals efficiently. 
• Built around a well-defined and concise team structure. 
• Athlete expectations are clear. 
• Works well with athletes who follow directions and don’t need much motivation. 
• Playing time is easily determined based solely on performance. 
• Good behavior and production are rewarded. 
• The structure and simplicity are effective when a lot needs to be done in a short period 
of time. 
Cons 
• Does not promote creativity and innovation. 
• Problem solving and adaptability suffers. 
• Rigidity of systems don’t promote growth and transformation. 
• Athletes are a reflection of the system and forfeit individuality. 
• High staff and athlete turnover. 
• Reliant on constant external validation.  
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You may be a Manager if… 
 
• you see things as black and white with little grey in between. 
• most of your drills have a consequence associated with poor performance 
• you look for new creative ways to reward individual and team successes. 
• you recruit athletes to fit your systems and style of play. 
 
List examples of coaches and leaders who can be classified as “Managers”: 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as a “Manager” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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The Inspirer - (Transformational Leadership) 
 
The Inspirer is creative and continually searching for new and innovative ideas.  Along with 
vision, a transformational leader provides training and motivation to their athletes.  Inspirers 
are committed to the growth and development of athletes, staff, and culture.  These leaders 
encourage their teams and expect the best from everyone around them and hold themselves 
accountable for their actions.  Inspirers are usually empathetic, self-aware, humble, and 
possess strong conflict-resolution skills.  Athletes have a great deal of autonomy and space to 
be innovative, and the freedom to fail is part of the learning process.  Inspirers establish 
challenging expectations for the team and work in unison with them to achieve extraordinary 
outcomes.  
 
Pros 
• Proficient and sharing a vision and communicating new ideas. 
• Resilient bonds are formed and help withstand adversity. 
• Program integrity is a central motivator. 
• Builds trust and respect among athletes and staff. 
• Innovations are best created under this style of leadership. 
• Encourages athletes to place the team above their own self-interest. 
 
Cons 
• Can create resentment when applied to successful situations.  
• Needs an established structure to fix/improve 
• Hard to apply to large bureaucracies. 
• Requires a lot of teaching and mentoring of athetes. 
• Not as effective in short-term results 
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You may be an Inspirer if… 
 
• you encourage others to push themselves outside of their comfort zones. 
• you search for the opportunities during failure and crisis. 
• you constantly look for ways to improve technique, systems, and strategies even if they 
are successful. 
• your biggest joys are a result of an athlete accomplishing something that they thought 
was outside of their ability. 
• you deflect adulation to your staff and athletes. 
• you direct criticism to yourself. 
 
List examples of coaches and leaders who can be classified as “Inspirers”: 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
____________________________________ 
 
What scenarios would coaching as an “Inspirer” be most appropriate? 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
__________________________________________________________________________________________ 
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__________________________________________________________________________________________ 
 
In-person Activity #6: (0:45-1:00) 
 
Leadership Role-Play: 
 
Return to the small groups.  Have each role listed on a piece of paper folded up and 
in the middle of their table.  Provide a scenario to the entire class and ask each 
coach to pick up a role and look at it without sharing.  Ask each person to explain 
how they would address the situation using that leadership style.  After everyone in 
the group is finished, see if they can identify each other’s style. 
 
This can be repeated if time permits. 
 
Ask for takeaways from the activity. 
In-person Activity #5: (0:25-0:45) 
 
Split coaches into groups of five or six.  Have the group list twelve successful high-
profile coaches in any sport past or present.  Then ask the group to assign a 
leadership style to each coach on the list. 
 
Bring the coaches back together and work through each of the seven roles.  Ask the 
groups to share all examples of coaches that fall into each leadership style. 
(Example: The Dictator – Bobby Knight). 
 
Make note of coaches who are categorized in different leadership styles and ask 
groups to share their reasoning. 
 
Ask the group to share which coaches they had difficulty identifying a style and 
why. 
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PATH-GOAL THEORY 
 
 Applying Path-Goal theory to coaching can provide more tools and managing different 
situations and types of people.  House Mitchell introduced this concept based on the work of 
Martin Evans.  It is based on the idea leaders should adjust their style based on what best fits 
the person and environment to achieve the desired result. 
 The Path-Goal Theory can best be used as a process for coaches to select the tools 
most appropriate to help guide their athletes to achieve a task or goal.  The typical steps 
involved are: 1) Determine the characteristics of the athlete and the environmental 
characteristics. 2) Identify the appropriate leadership style. 3) Attend to the motivational 
factors that will assist in the athlete’s achievement. 
 
Athlete Characteristics 
 Coaches need to understand the personalities, strengths, weaknesses, and motivations 
of their athletes. Teammates can interpret and respond to the same set of circumstances in 
very different ways based on their experiences, talents, and motivations.  One player may 
embrace the responsibility of taking a game winning shot for the adoration of being the hero, 
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while another might resist it for fear of disappointing others. Each athlete needs to be 
managed independently. 
Task and Environmental Characteristics 
 Managing obstacles is the primary focus of this process.  If the barrier is too significant 
for the athlete or team to overcome, the coach needs to become more active in identifying a 
solution.  Those complications often originate from the way the task is designed and its 
complexity.  If the assignment is ambiguous or complicated, the coach may need to provide 
more structure and support.  Delegating decisions to be made by the athlete will also impact 
the task characteristics and how it may affect people differently.  It is also beneficial to identify 
if the task is controversial or potentially divisive.  If this is the case, the coach should assist with 
team dynamics and potential conflict resolution proactively. 
 
Coach Behavior  
 In Path-Goal Theory, the independent variable is the coach’s behavior and response to 
the circumstances.  The environmental and athlete characteristics will dictate the behavior the 
coach will use to help guide and motivate their athlete.  House and Mitchell define four kinds 
of leadership behavior: 
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• Directive: The coach lays out how the task is to be completed with clear direction and 
little room for interpretation.  Establishing a well-defined structure is important with this 
approach. 
• Supportive: The coach exhibits a friendly and approachable atmosphere with a genuine 
concern for the athlete.  Support is given throughout the demands of the task. 
• Participative: The coach takes a democratic approach and consults with the team for 
input before making a decision.  This tactic establishes ownership and improves the 
level of investment from team members. 
• Achievement:  The coach sets goals that will require a high level of execution to achieve 
and identifies a reward for accomplishing them.  The coach should convey confidence 
in the team’s ability.  
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In-Person Activity #7 (1:00-1:30) 
 
Break the coaches into three separate groups.  Provide them each a unique case 
study that describes the characteristic of the situation and athlete.  Ask each 
group to go through and identify the unique characteristics of both environment and 
athlete.  Then have the group identify the needed behaviors and desirable style to 
apply to the situation.  Ask them to list ways in which they will motivate and support 
through the path. 
 
When complete ask each group to share the scenario and leadership strategy.  Ask 
if the path was clear to the group or if compromise was needed.  Ask if there were 
other options than the ones they selected. 
Finish session with summary of both leadership units.    
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